


Topic 8 
Managing strategic change 


How do we manage strategic 
change? 
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_— Prescriptive and emergent approaches to managing 


strategic change-1 of 7 


‘Strategic change is the pro-active management of change in 
an organisation to achieve clearly mented strategic 


objectives’ 


e Implementationactions that result from the decision to pursuea 


chosen strategy 
e Such change may possibly be imposed on those who have to 
implement it 


e Often winnersand losersamong managers: hence, some will 
welcome change and some will fight against it 


Keypoint: how do you manage strategicchange? Both 
prescriptive and emergent approaches 
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_— Prescriptive and emergent approaches to managing 


strategic change-2 of 7 


Prescriptive approaches to managing strategic change: 
e Emphasise the need for sudden change - possibly a 


revolution at an organisation 
e We examine two models from Kanter et al and Lewin 


Emergent approaches to managing strategic change: 


e Emphasise a more gradual approach to change - evolution 
rather than revolution 


e We examine the continuous learning approach based on 
work by Pettigrew and Whipp, Senge, Quinn and others 


See Lynch Chapter 15 for fuller treatment 
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_— Prescriptive and emergent approaches to managing 


strategic change-3 of 7 
The Kanter et al prescriptive approach 


Prescriptive approaches to strategic change — revolution ? 
Kanter’s three-stage approach has two major elements: 


Three forms taken by the change process: 
1. Changing identity of the organisation 


2. Co-ordination and transition issues as an organisation moves 
through its lifecycle 
3. Controlling the political aspects of organisations 


Three major categories of people involved in the change process 

1. Change strategists responsible for leading strategic change 

2. Change implementers with direct responsibility for change 
management itself 


3. Change recipients who receive the change programme with varying 
degrees of anxiety 
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_— Prescriptive and emergent approaches to managing 


strategic change-4 of 7 
The Lewin prescriptive approach 


Adapted from Lewin, this strategic change model has a three 
stage process: 


1. Unfreezing current attitudes 


e Old behaviour must be seen to be unsatisfactory by the 
group concerned and therefore changed 


2. Moving to a new level 
e A period of search for new solutions follows 


3. Refreezing attitudes at the new level 
e Once a satisfactory solution has been found 


e May involve positive reinforcement and support for 
decisions taken 
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_— Prescriptive and emergent approaches to managing 
strategic change-5 of 7 


Emergent approaches to strategic change - evolution? 


e Emergent approaches to managing change ‘start’ as the 
strategy is still being PI involving, consulting, 
discussing the implications of a new strategy before it is 
finalised 


e Contrast this with the prescriptive approach which 
considers strategic change after the strategy has been 
developed 

e Emergent approaches are considered to occur continuously 
in an organisation with no sudden changes 

e Emergent change process is therefore more evolutionary in 
its impact than prescriptive change 
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_— Prescriptive and emergent approaches to managing 


strategic change-6 of 7 


The continuous learning emergent approach — Pettigrew and 
Whipp, Senge, Quinn et al 


e Starts from the position that the organisation does not 
suddenly adopt strategic change but is perpetually seeking 
it 


e Process of learning is continuous: as one area is learnt, so 


new avenues of experimentation and communication open 
up 
e No sudden, specific ‘change project’ 


Copyright © 2018, 2015, 2012 Richard Lynch. All Rights Reserved 


Slide 15.11 


_— Prescriptive and emergent approaches to managing 


strategic change-7 of 7 


The continuous learning emergent approach 


The learning approach emphasises: 

e Team learning 

e The sharing of views and visions for the future 
e The exploration of ingrained company habits 


e People skills as the most important asset of the 
organisation 

e Systems thinking: the integrative area that supports the 
four above and provides the basis for viewing the 
environment 
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_ Developing a strategic change programme-1 of 6 


Importantly, this will begin by examining the organisation, 

its culture and leadership style 

For example: 

© Centrally-directed management style might emphasise the 
organisational work and formal distribution of power 


e Open-learning, empowerment management style might 


emphasise team building, training and education 


No universal answers: examine the leadership and culture of 
the organisation for indicators on choice - perhaps even the 
leader needs to change 
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T: a strategic change programme-2 of 6 


e Strategic change programmes need to address five 
basic questions: 
e What is the purpose of the change? 
e What areas of change are available? 
e What areas will we select and why? 


e Will people resist change? If so, how can this be 
overcome? 


© Do we need to change the culture of the organisation? If 
yes, then this will be a slow process 


Copyright © 2018, 2015, 2012 Richard Lynch. All Rights Reserved 


AAA 


Slide 15.14 


_ Developing a strategic change programme-3 of 6 


e We can use either the prescriptive or the emergent 
approaches to develop a strategic change programme: 
these are mutually exclusive because of their totally 
different approaches to the nature of change 


e Choice depends primarily on the strategic context: 
e Prescriptive when there is a need for rapid fix and 


sudden change or when organisational culture expects 
such an aggressive approach 


e Emergent when organisational culture is more open 
and time is available to allow the change to develop 
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eveloping a strategic change programme-4 of 6 





Prescriptive route with three distinct stages - Lewin 
Unfreezing current attitudes: 


e Old behaviour must be seen to be unsatisfactory by the group 
concerned and therefore changed 


e This might be undertaken by sudden business losses or leaking 
information on the need for change or confronting those resisting 
change 





Moving to a new level: 

e A period of search for new solutions follows 

e Includes information on new values, organisational culture and 
structure 

Refreezing attitudes at the new level: 

e Once a satisfactory solution has been found 


e May involve positive reinforcement and support for decisions 
taken 
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Developing a strategic change programme-5 of 6 


Emergent approach to strategicchange - Pettigrew and Whipp 


e Environmental assessment: on-going look at outside world 


° Leading change: actively encouraging and developing change, 


rather than waiting foran ‘event. 


e Linking strategicand operational change: going beyond the 
high-level issues to discussand explore constantly the practical 


implicationswith those concerne 

e Strategic human resource management: knowledge, skills and 
GE es of the organisation are constantly updated with some 
people being betterat taking the lead 

e Coherence of management change: combining the above four 
into a strategic TRE - a ‘balanced approach’ to change with as 


few ‘surprises as possible 
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_ Developing a strategic change programme-6 of 6 


An example of strategic change in the emergent, open- 
learning, empowerment style: 


e Mobilise commitment to change through joint diagnosis of 
business problems arising from the change objective 


e Develop a shared vision of how to organise and manage 
competitiveness 


e Foster consensus for the new vision, competence to enact it 
and cohesion to move it along 


e Spread revitalisation to all departments, pushing it from the 


top 
e Institute revitalisation through formal policies, systems and 
structures 


e Monitor and adjust structures in response to problems in 
the revitalisation process 
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How do we manage strategic change? 


Some additional overheads 
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_—-Nature of strategic change-1 of 2 =" 


e Strategic change is the pro-active management of 
change 

e Activities include: “The induction of new patterns 
of action, belief and attitudes among substantial 
segments of the population’ - E.H. Schein 
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Nature of strategic change-2 of 2 e 


Prescriptive approaches to strategic change 
e Implementation actions that result from the decision to 
pursue a chosen strategy 


e Such change may possibly be imposed on those who have 
to implement it 
Emergent approaches to strategic change 


e Whole process of developing the strategy in addition to 
the actions that result once the strategy has been 
developed 


e Such change may involve experimentation, learning and 
consultation among those involved in the change 
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_-€auses of strates hanes tee ge-lof2 = 


Four main causes of strategic change - Tichy 
e Environment: economy, competition, etc. 


e Business relationships: alliances, acquisitions, etc. 
e Technology 


e People: new leadership, new entrants to the 
organisation, etc. 
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Causes of strategic change-2 of 2 =< 


Three dynamics for strategic change - Kanter, Stein and 
Jick 


e Environment 


e Lifecycle differences: different parts of the organisation at 
different stages of lifecycle, so different sizes, shapes and 
resource allocation needs 


e Political power changes inside the organisation: 
individuals, groups and stakeholders struggle for power 


Keypoint: need to explore and define more precisely for the 
organisation concerned 
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Strategic change: culture, style and leadership 


Four areas of competence for leaders from Bennis and 
IWelelerss 


e Vision 

e Communications 
e Trust 

e Self-knowledge 


Two other possible areas of competence: 
e Responsiveness to the situation 


e Creativity 
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